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Who  should  be  interviewed? 

In-formation  Systems  management   ^  

Information  Systems  planners  n   ~ — 

Business  planners         (^Ji^Aa r^onr/'  ^)   

Which  aspects  of  Information  Systems  planning  (FIRST  TIME)  should  be 
d i  scussed? 

a.     Methodologies  ' —  ^ 


BSP 
;SF  ' 
Othe 


odologies  j — 


b.  Strengths  and  weaknesses  of  each 

c.  Who  should  participate   in  planning? 

IS  managers 
IS  analysts 
Line  managers 


Business  planners 
Others 


\3 

d.  Contents  of   IS  plans  

e.  Issues  of   Information  Systems  

^  f.     Issues  of  Corporate  Planning   


Uhich  aspects  o-f  on-oing  planning  should  be  discussed? 
(You  have  a  plan  and  update   it  each  year) 


a.  Is  on-going  planning  different  from  1st   time  / 
in   term  of  methodologies?   

b.  Are   there  any  methodologies?  ^   J— 

c.  Who  should  participate?  l/f^^   ^" 

Line  managers  jfy^^W     • /»  ^  V'l' 

ililEr-      "  ^  y*^/i 

Business  planners  [f^  Vjjl' 

Other 

d.  Contents  of  on-going  (updated)   plan.   /.  

Which  aspects  of  integrating  Information  Systems  and  Corporate  Planning 
should  be  discussed? 

a.  Is   integrated  planning  different   from  Information  ^— — 
Systems  planning?   ~  

b.  Methodologies  for  integrating  

Joint  planning  sessions 

Guidelines  for   line  managers  to  develop  own 

systems  plan  when  doing  business  plan 
Commun  i  cat  i  ons 

Loop  process  (user  systems  plan   feeds  IS  plan/CP 

and  on  around) 
Others   i  den  t  i  f  i  ed 

c.  Who  should  be    involved   in   the    integrated  planning  J 
effort?  -f^  ^ /O^SOhOj^   afAifO^fygg^   ^  

d.  Documentation  of    i n teqr ated  p 1 ann i ng  U  


Which  aspects  ot  integrating  In-formation  Systems  and  Corporate  Planning 
would  you  want  addressed  in   this  report? 


Are  you  aware  o-f  any  company  particularly  advanced  in  integrating 
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Me  thodol og  i  es 


Others  »i   -  •  " 
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CSF 

b.  Strengths  and  weaknesses  of  each  1/ 

c.  Who  should  participate   in  planning? 

IS  managers 
IS  analysts 
Line  managers 


Business  planners 
Others 


d.  Contents  of   IS  plans 

e.  Issues  of   Information  Systems 

f.  Issues  of  Corporate  Planning 


jr  

s 


Which  aspects  ot  on-oing  planning  shoul 
<You  haue  a  plan  and  update    it  each  ) 


d  i  scussed? 


Is  on -going  planning  difii^ent  from  1st  time 
in   term  o-f  me  thodol  i-in  i 

Are   there  any  me  tt>^do1  og  i  es? 

Who  should  participate? 

Line  manaoers 
IS  man a 
Line  analysts 
IS  v<alysts 

is  p  1  anner s 


Contents  of  on-going  (updated)  plan 


Which  aspects  of  integrating  Information  Systems  and  Corporate 
should  be  discussed? 

a.  Is   integrated  planning  different  from  Information 
Systems  planning?  /f^   ^^Xi^  Jio  a  C^^^  /^it/i*^^^ 

b.  i^e  thodol  og  i  es  for   integrating     ^f'^W  — 
Joint  planning  sessions 

Guidelines  for   line  managers  to  develop  own 

systems  plan  when  doing  business  plan 
Commun  i  cat  i  ons 

Loop  process  (user  systems  plan  feeds  IS  plan/CP 

and  on  around) 
Others  identified 


PI ann  i  nq 


c.  Who  should  be    involved   in   the    integrated  planning 
effort? 

d.  Documentation  of    integrated  planning 

e.  Guideline  contents 
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a.  Methodologies 

BSP 
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Others 


b.  Strengths  and  weaknesses  of  each 

c.  Who  should  participate   in  planning? 


IS  managers 
IS  analysts 
Line  managers 


usiness  planners 
er  s 


d.  Contents  of   IS  plans 

e.  Issues  of   Information  Systems 

f.  Issues  of  Corporate  Planning 

-Si. 


Uhich  aspects  of  on-oing  planning  should  be  discussed? 
<You  haye  a  plan  and  update    it  each  year) 

a.  Is  on-going  planning  di-f-ferent  from  1st  time 
in   term  of  methodologies? 

b.  Are   there  any  methodologies.? 
c  .     Wh  o  sh  ou  1  d  p«r- 1  i  c  i  p  a  t  e  V         /  jFjU^/Qa^ 

Line  analysts  ^ J    "  J 

IS  analysts  ^        JjtfVtj/^f  ^  ' 

Business  planners  ^ 
Other  A 
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1.     Who  should  be  interviewed? 

Information  Systems  management 
Information  Systems  planners 
Business  planners- 
Others 


2.     Which  aspects  of   Information  Systems  planning  (FIRST  TIME)   should  be 
d  i  scussed? 

a.     Methodologies   ^L.  


BSP 
CSF 

Others 


b.  Strengths  and  weaknesses  of  each 

c.  Who  should  participate   in  planning? 

IS  managers 
IS  anal ysts 
Line  managers 


Business  planners 
Others 


d.  Contents  of   IS  plans   

e.  Issues  of   Information  Systems    /    «  -  s   — 

f  .      Issues  of  Corporate  Planning    — 


3.     Which  aspects  oi  on-oing  planning  should  be  discussed? 
(You  have  a  plan  and  update    it  each  year) 


a.  Is  on-going  planning  different  from  1st  time 
in  term  of  methodologies? 

b.  Are   there  any  methodologies? 

c.  Who  should  participate? 

Line  managers 

IS  manager 

Li  ne  anal ysts 

IS  analysts 

Business  planners 

Other 


d.     Contents  of  on-going  (updated)  plan 


Which  aspects  of  integrating  Information  Systems  and  Corporate  Planning 
should  be  discussed? 


a.     Is   integrated  planning  different   from  Information 


Systems  planning?  ^^J^ 


b.     Methodologies  for  integrating 
Joint  planning  sessions 

Guidelines  for   line  managers  to  develop  own 

systems  plan  when  doing  business  plan 
Commun  i  cat  i  ons 

Loop  process  (user  systems  plan  feeds  IS  plan/CP 

and  on  around) 
Others  identified 


c.     Who  should  be   involved   in   the    integrated  planning 
effort? 


d.  Documentation  of    integrated  planning 

e.  Guideline  contents 
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In-formation  Systems  and  Corporate  Planning?  Who? 

Any  other  comments 
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b.     Strengths  and  weaknesses  of  each   ?5ri. — 


c.     Who  should  participate   in  planning? 
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Business  planners 
Others 
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d.  Contents  of   IS  plans 
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Line  manager^ 
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IS  ap^ysts 
Business  planners 
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and  on  around) 
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2.  Which  aspects  of   Information  Systems  planning  (FIRST  TIME)   should  be 
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a.  Methodologies 

BSP 
CSF 

Others 


b.     Strengths  and  weaknesses  of  each^ 


Who  should  particifiate    i  n  ^f?  1  anrf  i  ng?   


IS  managers 
IS  analysts 
Line  managers 


Bus i  ness ^p  1  anner s 
Others. 


d.  Contents  of   IS  plans 

e.  Issues  of   Information  Systems 
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___jr.  


Which  aspects  of  on-oing  planning  should  be  discussed?^ 
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IS  manager  y 
Line  anal  y^^t  s 
IS  anal  yst s 
Busings  planners 
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Which  aspects  of  integrating  Information  Systems  and  Corporate  Planning 
should  be  discussed? 

a.     Is  integrated  planning  different  from  Information 

Systems  planning?   ^  


Methodologies  for  integrating 
Joint  planning  sessions 

Guidelines  for   line  managers  to  develop  own 

systems  plan  when  doing  business  plan 
Commun  i  cat  i  ons 

Loop  process  (user  systems  plan  feeds  IS  plan/CP 

and  on  around) 
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INTRODUCTION  \ 


v. 


•  This  report    is  part  ot   INPUT'S  I  n-f  ormat  i  on  Systems  Program  <ISP>.  It 
describes  approaches  to  achieving  an    integrated   information  systems  (IS) 
and  corporate  business  planning  process  such   that   the  -full    benefits  o-f 
information   technology  can  be  achieved.      It  describes  the  need,  the 
impediments,  methodologies  and  results  of  an    integrated  planning  effort. 
It  recommends   integration  approaches  and  plan  and  other  documentation 
contents  reflecting  an    integrated  approach. 


•  The  objective  of   this  report    is  to  assist  systems  and  planning 

management   to   integrate   IS  with   the  corporate  business  plan    in  order  to 
achieve   the   fullest  benefits  of    information   technology  application.  (It 
will    do  this  by  discussing  methodologies  used  by  companies  with  an 
integrated  planning  process,   by  discussing  the  benefits,   and  through 
recommendations  for  plan  and  other  documentation  results  of   the  planning 
process,    integration  approaches  and  actions  to  integrate.) 

a    This  report  will    be  of    interest   to  the  following  people: 

-IS  managemen  t 


A. 


OBJECTIVE,   AUDIENCE  AND  NEED 


—  IS  planners 


r 


—Corporate  business  planners 


ere 


SCOPE 


The  research  -for   this  report  -focused  on   the  -foH  owing; 

-The  needs  and  benefits  of    integrated  systems  and  business  planning. 

-The    impediments,   reasons,   and  results  of  not  integrating. 

-  How  to   integrate  planning  efforts   in   terms  of: 

--Convincing  top  management 
— Required  resources 

— Traditional    IS  planning  methodologies 
— Integrated  planning  approaches 

-The  formal    and   informal    documented  results  of   the  integrated 
p 1 ann  i  ng  ef f or  t . 


This  report  excludes: 


_  In  depth  discussion  of  specific   industry  directions 


-  In  depth  discussion  o+  business  planning 


•   Planning   is  discussed  from  the  following  perspectives: 


-  Generic  systems  planning,  with  no  rigorous  distinction  between 
■■ategic,    long  range  planning,   or   tactical  planning 


-  How  can  I S  be  a  complement  and  enhancement   to  the  business? 


-  What    is  the  definition  and  characteristics  of    integrated  IS  and 
corporate  planning? 


-What   are   the  benefits  of    integration  of   IS  and  corporate  business 
p 1 ann  i  ng? 


-  What  are   the    impediments  to   integrated  planning? 


-  What  are   the  resources  needed  to  perform   integrated  planning? 


-   Who  should  be    inyolyed   in    integrated  planning  and  what  are  their 


entralised  IS  perspectives. 


the  corporate   IS  perspective  rather   than  from 


port  addresses  the  following  major  issues: 


A 


rol es? 


How  do  you  get   top  managemen t ' e  approval? 


—  Is  there  a  methodology  -for    integrating  IS  and  business  planning? 


Should  integrated  planning  requirements  be  rigid  (structured  and 
•formal)  or  flexible?   -—- 

What  are   the  formal    and   informal    planning  documen  ts^^^f^  ^^^^/u/t^ 
related  to  an    integrated  planning  process? 


C.  METHODOLOGY 


^  A^'fTl  nation  for   this  report  was  gathered  from  the  following  sources 

J/^&^^^ji'    :erviews  with   IS  management,    lb  planners,   business  planners  or 
k\   management    in  33  companies  with  oyer   1.000  employees  (See 
•-^^Tab  1 0  1^  -  Industry  and  Planning  Profile  and  Tmbl  e   I-f"  -  Respondent 
Prof  lie). 


t 


'^/Ifi /TUlif io  ^ate  o-f  planniriQ  and   integration  was: 


1  1    Q-f  .     /) .  plan 

aT  ove-f^ 


'ai/e  h 


—  24  of  stated  they  had  an  integrated 


and  business  plan         p  1  ann  i  ng  process 


1-i  torailtfi  e   seal  Lti  -from  INPUT --FH-evs  diS  wyll   as  ot  resources 


\\  -'^   1-i  tcra^o 

-OAy^ '       tionnaire    is  contained   in  Appendix  xxxx  .      (Please  note 

di-fterent  questions  were  asked  depending  on  whether   the  respondent 
stated  that   the  company  had  an    integrated  plan  or  planning  process) 

OTHER  RELATED   INPUT  REPORTS  ' 


D.       REPORT  ORGANIZATION 


•        The  remainder  of  the  report  is  organized  as  follows: 

Chapter  I!  is  an  executive  summary  formatted  as  a  presentation  for 
group  discussion. 

Chapter  III  describes  the  office  environment  from  the  people,  organi- 
zation, and  technological  perspectives.  It  addresses  the  functions 
performed  in  the  office  and  how  they  may  be  categorized  and  mea- 
sured. 

Chapter  IV  describes  the  status  of  cost  benefit  analysis  in  the  organiza- 
tion. This  chapter  includes  an  evaluation  of  current  user  justification 
techniques  and  case  studies. 

Chapter  V  describes  office  system  vendors'  approaches  to  cost  justifi- 
cation. This  includes  the  methods  they  espouse  to  their  clients  and  a 
case  study. 

Chapter  VI  contains  conclusions  and  recommendations  including  evalua- 
tion of  cost  justification  techniques  and  management's  requirements 
for  justifying  office  systems. 

Appendix  A  contains  office  systems  definitions. 
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EXECUTIVE  SUMMARY 


Ours   is  an  age  o-f  uncertainty  with  an  evolving  economy  and  an  uncertain 
tuture.     The  new  environment  will   require   that  companies  have  highly 
ef-ficient  operations,  marked  by  the    integration  and  application  o-f 
technology.     The  (l  s}  resources  are  strategic   tools  and  can  assist 
companies   in  meeting  uncertainty.      IS  management  must  realize   that  they 
are  agents  of  change  due   to  the    information   technology  explosion,  and 
should  place   themselves   in  a  position   to  plan  and  contribute   to  how 
changes  w i 1 1    take  p 1  ace .  . 


Dn ,   Benefits  and  Impediments 


•  Integrated  IS  and  business  planning  can  be  characterized   in   terms  of 

.  The  acceptance  of   IS  as  a  strategic   tool    is  the  primary  characterization 
of    integrated  planning.     At   this  point   IS  gains  equal    footing  with 
financial,   human,   and  facilities  resources. 

0      .  li  cat  ions  between  general   management,    line  and  services 
/  ,    including  I common  among  companies  with  integrated 

"  General   management  communicates  business  direction  and 

objectives,   and  functional    units,   such  as  IS,   communicate  how  they  can 
contribute   to  meeting  objectives. 


1  i  -n  "5 


mnel    participate  actively   in   the  planriing  o-f  operational  units 


V 


•  The  planning  calendars  of  business  units  and  IS  are  synchron  i  zed 

;  /  -5. ted  planning   is  a  "loop  process"     or  a  "marrying  pro  ,  . 

IS  in  ess  plan  allocates  resources  to  IS  and  the   I S  p  1  ar 
ces  to  the  business  units.       The   IS  plan  fulfills  the  ^y^^^^ 


actically,   but   also  partially  directs  the  business  p 


2. 


.^a  financial   resource  requirements. 


pfi/i/^  ^  *  plan  may  be  one  business  plan  which    includ'    j^j^^- ft*^ 


ay  still  be  a  separate  IS  plan.  In  either  ^^'^'^^^ri**-'i^^ 
a  document  against  which  progress  can  be  mon i t 


/ 


3. 


Xbc   bgngfitE  of    i  I'l  te  ui  a  L'- d  lb  and  business  pictnlilllU  ■.u  u    LiiaU  IS  clearly 
supports  business  goals  and  objectives;    there  are  reduced  costs  of 
operations;   payback    is  achieved  from  IS;    there    is  more  effective 
resource  prioritization  and  utilization;   and  the  plan  can  be  used  as  an 
aid  to   insure  accountability   in  meeting  goals  and  objectives. 


Imped  i  men  ts 

The  impediments  to  integrated  planning  are 
communications  (both  vertically  and  horizo 


adequate 
ws  poor 


resources;  and 


^^jfpf^^  companies  are  reorgani: 

^^f^       -jbs  not  understand  the  bene  ^- — ^  lanning  which 

i-t   a  way  o-f  saying  they  do  unaer stand  that   IS   is  a 


ource  . 


Conv  i  nc  i  ng  Top  Managemen  t 


Top  management  blessing   is  required  to   initiate   and  support  integrated 
p 1 ann  i  ng . 

Top  management  does  not  always  need  convincing  -  they  are  o-f  ten  the 

instigators  of  approaches  which  promote   the  e-f-fectiye  use  of  IS. 

However,   professional    IS  management   that  consistently  and  articulately 
educates  management  as  to  how  IS  can  become  a  strategic   tool    assists  in 
convincing  not  only  top  management,   but   line  management   as  well. 

In   the   INPUT  survey  of  33  companies,   several    companies  came  to 
integrated  planning  after   a  bad  experience,  where,    if   IS  had  been 
included   in   the  determination  of  business  direction,    the  bad  experience 
could  have  been  avoided. 

However,    if  nothing   is  done,   eventually  the    increasing  computer  literacy 
of  staff  will    force   top  management   to  be  more  responsive   to  the 
company's  IS  needs  and  to  promote    integrating  IS  as  a  strategic  resource 
into  the  business  through    integrated  planning. 


C.  Participants  and  Resources  Needed 


•  There    is  a  wide  cast  of  participants  needed  for    irijfe^gratea  pianninq. 
eSg6  'Table  Xir;-    ^TW  ^^^C^c^   .2:i/  '  Y 


♦'general   management  sets  overall    direction.      IS  and   line  management  set 


) 


Sen 

functional    and  business  directions,   but  each  must  contribute   to  the 
other's  process.     The   IS  and  business  planners  perform  studies  in 
support  of  planning  efforts  and  also  consolidate  planning  efforts  to 
achieve  benefits  of  reduced  redundancies  and  to   identify  common  issues 
which  can  be  addressed  Jointly  or  at  a  corporate   level  . 

•  Resources  are  available   to  assist    in   achieving   integrated  planning,  in 
the  form  of  consultants,   books,   and  seminars,  Td-Ult— ^ 


D.  Use  of  Traditional    IS  Methodologies 


•  Traditional    IS  planning  methodologies  such  as  IBM's  Business  Systems 
Planning  (BSP)   or  Critical    Success  Factors  <CSF)   are  appropriate  for 
first   time   IS  planning  efforts.     These  offer  a  structured  approach  to 
p 1 ann  i  ng . 


•These  methodologies  are  not  necessarily   intended  to  promote  integrated 


p 1 ann  i  ng . 


^  In   the   INPUT  sur-ye/,    those  companies-  with    integrated  planning  had  used  a 
variety  o-f  approaches  such  as  BSP  and  C3F  -for  -first   time  planning,  but 
■for    integrated  planning  most  had  an    internally  developed  methodology 
<IDM)  which  was  a  more  adaptive  approach. 

^The   I  DM  will    vary   in   terms  o-f  structure  and  flexibility  and  will  depend 
on   the  company's  structure,   corporate  culture   and  management  style. 

,  3:+rr-5^  o-f   the   INPUT  survey  respondents  were  using  an  approach  from  SRI 
International,   called  IS  Strategic  Planning  Process.     While  formal  and 
structured,    the  approach  promotes  both  on -going  and   integrated  planning. 
There    is  a  high  degree   of  user  and  IS   interaction  and  of  feedback  and 
looping.     Corporate  and  middle  management  are  called  upon   to  identify 
critical    business  activities,   review  a  future   logical   model,   develop  and 
approve   the   IS  strategic  plan,   and  select  promising  new  technologies. 


management   and  IS  personnel    are  working  much  more  closely  and 
synerg i st i cal 1 y ,   a  key  to   int grated  planning. 

Keys  to  Success 

•  The  preconditions  for    integrated  planning  are: 

—Accountability  -  IS  consistently  meets  budget   and  schedule 

commitments.    IS  reports  on    its  accountability   in  status  meetings,  or 


Exper  i  ences  of 


that  general    and  1  ine 


■formally  through  a  document  such  as  the   IS  Annual  Report. 

_  Distribution  o-f   IS  -  IS,   perhaps  along  with  -finance  and  human 

resource  functions,    is  distributed  to  the  divisions  to  be  supported 
thereby  embedding  IS  functions   into  the   1  ine  operations.  This 
allows  IS  to  better  serve  end  users  and  promotes  better 
understanding  o-f   the  potential    o-f  IS. 

-  IS   is  seen  as  a  strategic   tool    -  Management  knows  how  to  assess  the 
competitive    impact  o-f    information   technology.     They  see  that 
information   technology  has  an   impact  at   the   industry,   firm  and 
strategy  levels. 

—Open  communications  -  Both  vertical   and  horizontal  communication 
channels  are  open.     Top  management   and  successive   layers  communicate 
on  business  directions,   and  communications  across  functions  are  easy 
<IS  to  end  users  and  vice  versa). 

-.Top  management  supporter  -  There    is  a  sponsor   to  sell    the  integrated 
planning  approach  and  to  carry   it  out.     The  sponsor  can  be  found  in 
the  business  unit  who  has  had  a  positive  experience  with  IS. 

—Planning  calendars  are  synchronized  -  IS  and  business  unit 

management  prepare   their  plans  at   the  same   time  and  each  feeds  the 
other  . 

The  companies   in   the   INPUT  survey  appeared  to  go  through  a  series  of 
phases  prior   to  achieving  an    integrated  planning  process: 


-No  IS  plan 


IS  plans,  using  ESP  or  some  other  methodology  which  begins  by  stating 
business  objectives,   and  captures  the  requirements  o-f  business 
management.      IS   is  reactive,   but  responsive   to  business 
r equ  i  remen  ts . 

-IS  achieves  accountability  -  consistently  meeting  budget  and 
schedule,   and  begins  to  publicize  or    in  some  way  communicate  both 
their  accomplishments  and  their  -further  potential    o-f  being  a 
strategic   tool . 

-IS   is  distributed  closer   to  user  management.     This  act  -further 
serves  to  cross  educate  both   IS  and  user  organizations  about  each 
other's  capabilities  and  needs. 

-Corporate   IS   issues  guidelines  to  distributed  IS  management  -for 
working  with  user  management   to  prepare   IS  plans  for   the  distributed 
IS  activities.     Corporate   IS  consolidates  the  results  and  identi-fies 
redundancies,    i -f  any,   and  addresses  common  issues. 

■Corporate   IS  and  distributed  IS   issue  guidelines  or  communicates 
with  business  management  on  how  to  prepare   the   IS  portion  o-f  their 
business  plan.     The  resultant  business  plan    includes  a  discrete 
system  plan  section  -for  each   1  ine  manager.     Corporate   IS  and/or 
business  planners  consolidate   the  results  and  identi-fies 
redundancies  and  common  issues. 


-The  business  plan  re+lects  systems  along  with  capital,  human 

resources  and  -facilities  -  each  resource    is  considered  to  have  equal 
strategic    importance.     A  separate   IS  plan  may  still    exist   to  serve 
as  a  document  against  which   to  monitor. 

F.  Documentation 


•  The  documented  results  o-f   the  planning  process  do  not  determine  whether 
a  company  has   integrated  planning.     There  can  be  one  single  integrated 
plan  or   IS  can  still    have  a  separate  plan. 

^^The  documentation  should  re-flect   that   IS   is  considered  a  strategic 
resource  just   1  i  l-^e  capital,   human  resources,   and  facilities. 

-i'^The  documentation  should  serve  as  a  tool    for  monitoring  progress. 

*  In   the   INPUT  survey,    10  companies  had  a  single  plan,   but    in  addition 
they  had  application  development  priority  lists,   and  key  project  plans 
<networking,   data  base,   and  personal    computing  extensions). 

8.  Recommendations 


•The  onus   is  on   IS  to  show  a  better  understanding  o-f   their  function 


of  deployiriQ  IS.      It    is   i  ncreas  i  tiqI  >'  clear   that   testing  elements  o-f 
corporate  strategy  to  ensure   that   they  are   doable  within   IS  resource 
constraints   is  mandatory. 

The  person  spearheading  the    integrated  planning  efforts  should  strive 
for  ensuring   invovlement  of   IS  staff  and  users.       The  planning  process 
provides  stimulation  of   discussion  and  exchange  of    insights  between  IS 
and  user  management.     Communication  of  directions  and  exchange  of  needs 
and  potential    opportunities  lead  to  shared  understanding  and  will  insure 
that  companies  make   the  best  use  of   their  resources,    IS  and  others. 


organization.     Tl^ey  can  begin  by  understanding  the   issues  o-F 
u\)  s,   and  defining  their  own    issues   in  business  terms,  rather 

'     tJ^     .1^      logical    terms.    Issues  held   in  common  are  much  easier  to 


"4 


tlx  through    integrated  planning. 


ip   to  IS  to  show  how  IS  can  be  a  strategic   tool .      IS  can 
iLJcyin  D>'   looking  at  past  business  decisions  which  might  have  had  a  more 
profitable  outcome    it   IS  had  been    involved   in   the  planning.      In  order  to 
convey  the   strategic  nature  of   IS,    IS  must  play  a  consultative  role.  IS 
management    is   in   the  best  position   to  tout   the   strategic  nature  of   IS  in 
management  meetings.      IS  management  and  planners  can  use   the  framework 
in  TaUry  S^JX'  -  The  Three  Level    Impacts  of   IS,    to  trigger   their  thinking 
about   the  potential    impacts  of   IS  at   the    industry,   firm  and  strategy 
level  . 


•  Documents  such  as  the   IS  Annual   Report  are  a  way  to  publicize   that  IS 
understands   the  business  and  evidences  accountability.     Such  a  document 
should  be  developed  which  shows  how  IS  can  and  does  assist    in  meeting 
^  .  Djectives  and  acts  < or   can  act>as  a  strategic   tool.  The 

1^  should  consist  minimally  of   the   IS  mission,   strategies,  and 


IS  deemed  to  be  of  importance   to  effective  business 

^^i/ilM^      s.     See  Example   1   -  IS  Annual  Report. 

^ — 

to  le7  ''siness,    IS  should  either  develop   the  business 

strengths  of  ^  >  /    ^--r  "vees,    tap    into   line  units  for  business 

expertise  o'  '  /  ^  technical ,   planning  and  business 

>^  ' 

experience.  >n  suit  ants,   books  and  seminars  listed  in 

Table  XII   can  a  l-^,  ."i  i  s   i  s   i  n  addition   to  distributinq  IS 


staf-f  closer   to  line  operations. 


need  to  publicize  or  communicate  guidelines  to  line  management 
t  -few  times  they  are   asl-ied  to  address  system  planning   in  their 
e-f-forts.     These  guidelines  should  be  developed  jointly  with 
gement  representatives,   or  at   least,    "signed  off"   by   line  or 
magement.     They  should  be  short  and  easy  to  complete.  See 
-  IS  Planning  Guidelines. 


The  results  of   line  management  planning  efforts  should  be  consolidated 
and  common  systems   issues   identified.      If   there   are  any  plan 
redundancies,    the    involved  parties  must  be  made   aware  of   their  dupl  icate 
efforts,   and  negotiations  promoted  to  reduce  such  efforts. 

The  degree  of  formality,   planning  horizons  to  be  covered,  and 
documentation  of  results  are  dependent  upon  corporate  culture  and 
resources  brought   to  bear   (staff,  money,   consultants  and  other  outside 
resources) . 


The  actual    approach  should  consist  of   the  following  steps: 


—Pre-plan   activities  to  develop  a  plan   for  planning  and  define  the 
scope  of   the  effort.     The  key  participants  of   this  step  are  the 
planning  support   team  consisting  of   those  who  request,   review  and/or 
consolidate  plan  results. 

-During  the  Preparation  Phase,    the  planning  support   team  should 

perform  activities  to  prepare   themselves  for   their  role    in  educating 


user  management.     An  "IS  Potential"   paper  can  be  prepared  and  used 
by  the  support   team  to  promote   the    idea  o-f   IS  as  a  strategic  tool. 
Discussions  on   the  potential    ot   IS  should  be  held  with  line 
management  prior   to  the  beginning  of   their  planning  e-f-forts. 

During  the   Identification  of   Issues,   Goals,   Objectives  and  Critical 
Success  Factor  Stage,    these  aspects  which  are  providing  the  impetus 
behind  plans  must  be   defined.     This  must  be  done  by  each  line 
manager  either   alone  or    in  key  manager  brainstorming  sessions. 
Results  should  be  shared. 

An  Assessment  of   the  Current   Situation    in  each   1  i ne  operation  or 
suport  function  will    be  necessary  to  serve  as  the  baseline  for  the 
p 1 ann  i  ng  ef f or  t . 

Descriptions  of  Opportunities  and  Needs  from  an  assessment  phase  are 
necessary.      IS  management  and  or  business  planners  may  need  to 
consolidate   the  results  of   this  step  and  report  back   to  line 
managers  on  any  opportunities  or  needs  held   in  common. 

The  opportunities  and  requirements  must   then  be  evaluated  and 
Priorities  Set.     The  results  should  be  communicated  back   to  all  line 
managers,   and  negotiation  for  change  should  be  possible. 

In   the  Plan  Formulation  step,   documentation  should  be  prepared 
appropriate   to  the  planning  activity  -  strategic,   capital,  or 
operating/budget  and  appropriate   to  the  need  for  formality  or 
informality.     The   IS  and  business  planners  may  need  to  consolidate 


plans  -from  the  various  operational   units  and   identi-fy  redundant 
e-f -forte  and  common    issues  to  be  addressed  at   a  corporate   level  .  The 
•final    result  should  be  a  document   to  which  management  at  every  level 
can  be  held  accountable. 

There  are  several    caveats  which  must  be  considered   in  developing  an 
integrated  planning  approach: 

--Timing  o-f  efforts  to  achieve  integrated  planning  are  critical.  If 
there  are  reorganizations  or  other  distracting  and  draining  events 
occurring,    the   time    is  not  right. 


usually  does  not  have   the  clout  by   itself.     The  sponsor  can  be  found 
in   the  division  which  has  been  satisfactorily  served  by  IS  and  which 
has  achieved  some  goal    through   IS  (for  example,   significant  cost 
reduction  or  revenue  enhancement.) 

-Consider  using  a  consultant,   particularly  to  sell  executive 

management  on   the    idea  of   IS  as  a  strategic   tool.     A  consultant  may 
offer   the  necessary  objectivity  and  "seal    of  approval". 


—  A  top  management  sponsor  outside 


needed . 


—   IS  and  business  planners,   should  publish  and  communicate  their 
results  widely,   both  vertically  and  horizontally. 


III.         THE  NEED  AND  THE  IMPEDIMENTS 


0 


Ours   is  an  age  o-f  uncertainty  with  an  eyoluing  economy  and  an  uncertain 
■future.     But  managers  must  still    forge  a  path  o-f  action    in  a  viable 
direction.  The  new  environment  will    require  highly  ef-ficient  operations, 
marked  by  the    integration  and  application  of   technology.     We  must 
continualy  adapt  and   infuse   the   latest   technologies,   and  build  upon  our 
technological    infrastructure,   providing   information  and  information 

handlino  services  where  and  when  needed .  ^Yhese  (l S/ resources  are,  in 

^  —  ^. 

fact,   strategic   tools   in   that   they  can  asstst   companies   in  implementing 

strategies.     And  for   some  companies  IS  can  even  become  a  direct  part  of 
products  and  services.     But  how  do  we  plan    in  a  dynamic  environment? 
The  key   is  to  use   the  capabilities  of   all    functions  within  a  company, 
including  IS,   and  to  promote  communication  between  functions  so  that  all 
are  aware  of   the  potentials  of  each  other. 


A.  WHY  PLAN  1-3  hT  hL6^ 


1 .  Background 

•    The  primary  objective  of  each  function  within  an  organization,  including 
IS,    is  to  contribute   to  the  ability  of   the  organization   to  make  a 
profit.      In  order   to  do  this,    the   IS  manager  must   at   a  minimum  create  an 
operation   that  provides  the  NECESSARY  services  for   the  minimum  cost 
consistent  with  being  able   to  meet   the  evolving  needs  of   the  overall 
organization  as  they  arise. 


Typically  IS   is  considered  to  be   a  service  operation   to  the 
organization,   and  planning  has  been    isolated  to  the   IS  -functions  and  has 
been  generally   in  a  short-range  adaptive  mode   because  o-f  : 

changes  in  hardware,   software  and  communications  technology 

i. te  of  personnel    turnover    in   IS  resulting  effectively   in  a 
y  of  skilled  personnel 

of  financial   and  managerial  resources 

-  Constant  changes   in  system  requirements 

—  Frequent  and  unexpected  user  demands  due   to  such  activities  as  new 
marketing  programs,   new  product  design,    legal    and  regulatory 
changes,   or  competitive  environment  shifts. 

IS  management  must  realize   that   they  themselves  are  also  the  agents  of 
change  due   to  the    information   technology  explosion,   and  should  be    in  the 
best  position   to  plan  or   contribute   to  how  changes  will    take  place.  For 
example,    in    insurance  companies,    there    is  growing  belief   that  expert 
systems  will    reduce   the  need  for  skilled,   highly-paid  underwriters.  The 
implications  are    increases   in   technology   investment  and  utilization, 
profound  human  resources  changes  and  changes   in   the  profit  picture. 
Planning  for   these  changes   is  mandatory. 

*  IS  activities  clearly  represent  an  area  of  great  strategic    importance  in 


some  companies.     One  respondent   to  our  survey  said  that   "IS   is  a 
competitive  weapon."      IS  needs  the  guidance  o-f  corporate  goals,   but  the 
achievement  o-f   these  goals  can  be  severely   impacted  by   IS  performance 
and  capabilities  or   lack   thereof.     The  use  o-f   IS   in  banking   is  a  clear 
example  of  how  IS  activities  are   strategic    in  nature.  Integrated 
planning   in  which  general   management  of   the   corporation,    1  i ne  management 
of  revenue  operations,   and  management  of  service  functions   including  IS 
participate    is  mandatory. 

I ssues 

The  business  planners  and  general  management   level  respondents 
identified  the    issues  listed   in  I0BLE  2^  as  those  being  addressed  in 
their  current  planning  efforts.     Generally,    there  was  more    interest  in 
cost  control    than    in  business  expansion.     Companies   in  a  business 
expansion  mode  were  more    inclined  to  see   IS  as  a  competitive  weapon. 
(It  may  be   that   IS  can  on  1 y  W  cons i der ed  a  strategic   tool    if   a  company 
is   in  expansion  mode,   and  capital    to  enhance   IS   is  available.) 

IS  planners  and  general   management   level    respondents   identified  the 
issues  listed   in  TACLE  V  as  those  driving   their  current  planning 
efforts.     From  the   list  of   IS   issues,    it    is  clear   that   IS   issues  are 
p  r  e  dom  i  n  an  1 1 y  TECHNOLOG I CAL   in  nature. 

The  only   issues  clearly  held   in  common  were  productivity  and  cost 
control    and   integrating  IS  as  a  strategic   tool    although   this  latter  was 
not  of  pri marly   importance.      It  would  seem  that    issues  held   in  common. 


would  be   3.  driving  -force  for    integrated  IS  and  business  planning. 

Win  i  1  e   IS  management  and  planners  would  argue   that   their    issues  stem  -from 
business   issues,    it    is   interesting  to  note   that   they  do  not  articulate 
the  driving  business   issues,   but  rather   the  resultant  technological 
issue.      It  would  perhaps  be  advisable  +"or   IS  personnel    to  show  their 
understanding  o-f   their  -function  within   the  organization  by  tying  it 
directly  to  business  issues. 


UHAT  ARE  THE  BENEFITS  OF   INTEGRATED   IS  AND  BUSINESS  PLANNING? 


Tabl  c  -JJJ.    lists  bene-fits  achieved   in   those  companies  with  an  integrated 
or   linked  p 1  an . 

IS  clearly  supports  business  goals.     Examples  were  given  o-f  better 
customer  service  with  more  current    i  n -forma  t  i  on  ,   new  lines  o-f  business 
developed,   and  users  promoting  their  own  productivity  by  using 
in-formation   technology  as  a  tool.     The  overall    needs  and  capabilities  o-f 
the  corporation  were  made  more  apparent   through    integrated  planning 
e-f  +  orts.     The  company  was  more  able   to  take   advantage  o-f   technology  in 
terms  o-f  competitive  positioning. 

There  were  reduced  costs  of  both   IS  and  business  operations.  Redundant 
system  acquisition  was  avoided  through  planning  and  coordination.  IS 
development  e-f forts  were  better  scoped  with  greater  understanding  of 


requirements  achieyed  by  study  by  both   IS  and   line  personnel 
par  t  i  c  i  pan  ts . 

-   At  one  company,    IS  was  decen tr al  i zed  and  work  spread  to  smaller 
systems  at   less  cost   than    if  doing  the  work  on  corporate 
headquar  ter s  centralized  systems. 

11   o-f   the  respondents  stated  that   they  had  achieved  a  specific  payback 
as  a  result  o-f   IS  which  was  facilitated  by   integrated  planning.  (Note 
that  most  of   the  companies  would  not  share   their  specific  payback 
because   they  were  concerned  that    it  would  divulge   their  strategies  and 
they  would  lose  competitive  advantage.) 

—  In  one  case,    the  business  plan   stated  an  objective  of  becoming  a 
more  focussed  manufacturer  and  the  result  was  some  divestitures  and 
acquisition  activity.      IS  was  called   in  by  general   management  to 
review  an  acquisition  candidate.      IS  determined  that  existing 
manufacturing  and  financial    systems  at  headquarters  could 
accommodate   the   load  of  new  products  and  plant  control  necessitated 
by  the  acquisition.     Further  headquarters  was  able   to  accommodate 
the  administrative   load  and  eliminate   the  administrative  systems  of 
the  acquisition  candidate.     They  determined  there  would  be  a  savings 
of  personnel    and  equipment  as  a  result  of   this  consolidation.  The 
profit   to  the  company  made  by   the  acquisition,  with   IS  assistance, 
was  *20  mill  i  on . 

-  In  another  case,    the  company  computerized  the  management  of  their 
timber! and  base.     This  led  to  smarter  decisions  about  growing  trees 


and  was  largely  responsible  -for  ouer  SOX   improvement    in   timber  yield 
over   the   last  few  years.     This  was  attributed  to  using  all    of  their 
strengths   including  those  of  IS. 

-  Another  company  said  that   their  market  share    increased  from  23"/  to 
30'/.  oyer   the   last   three   years  because  of   the  value  added  to  their 
customers  as  a  result  of   offering   information  services   in  addition 
to  products  and  product  distribution  services.     They  were  also  able 
to  lower  operating  costs  as  a  result  of   IS.     These  benefits  were 
achieved  through  joint   IS  and  business  planning. 

-Yet  another  company  at  tr  i  bu  t  ed  J?'  ye  ar  s  of  continuing  growth   to  lb 

and  the  open  communications  between  all   un  i  ts  ^i^c^^  ^  W^-^^^^^^^^ 

Better  resource  utilization  was   identified  as  a  benefit  of  integrated 
planning.     More  appropriate  priorities  for  people,   financial,   plant  and 
system  resources  were  established.     Specifically,    there  was  better  team 
work  and  a  balance  was  reached  between  product/market  development  and 
people  development  as  a  result  of    information  systems. 

—At  one  company,   a  reduction    in  staff,   particularly  middle  level 
management,  was  achieved  by  developing   information  systems  which 
allowed  for   the  same   level    of  control,   as  business  grew.  The 
information  systems  were  achieved  through  system  design  of  joint  IS 
and  line  management  personnel. 

Finally,   an    integrated  IS  and  business  plan  aids  management    in  meeting 
goals.  A  plan  for  people,   financial,   plant  and  system  resources  includes 


all  the  components  for  which  management  at  the  lowest  level  should  be 
accountable.   Planning  keeps  companies  on  track. 


DEFINITION  AND  CHARACTERIZATION 


The  definition  of    integrated  IS  and  business  planning   is  elusive.  For 
many  o-f   the  survey  respondents   it  was  easier   to  characterize    in   terms  o-f 
process  and  products. 


T^iiri;^!    lists  the  variety  o-f  definitions  and  characterizations  given 
by  respondents  who  had  an    integrated  plan  or  process. 

-The  business  planning  and  IS  planning  calendars  are  synchronized. 
While   this   is  required  for    integrated  planning,  more    is  still  needed 
to  achieve  -Fully   integrated  planning. 

—IS  becomes  a  strategic   tool.      IS  provides  for  flexibility  no  matter 
what  business  direction    is  taken.      IS  provides  tools  to  better 
service  clients  and   inform  management  with  significant  cost 
advantages.      IS  actually  becomes  a  product   or  directly  contributes 
to  a  service  and   is  ack owl  edged  for    its  direct  contribution.  This 
is  the  best  characterization  of    integrated  planning. 

—IS  personnel    participate  actively   in  business  planning  or  vice 
versa.      In   this  case,    there   are  separate  business  and  IS  plans. 


This   is  linked  planning. 


"  Integrated  planning   is  a   "loop  process".     The   system  plan   (which  can 
either  be  physically  a  part  of   the   business  plan  or  a  separate 
document)    is  conceived  while  developing  the  business  plan.      It    is  a 
"marrying  process"  whereby  the  business  plans  allocate  resources  to 
IS  and   the   IS  plan   allocates  resources   to   the   business  units.  The 
IS  plan  actually  fulfills  the  business  plan   tactically,   but  also 
partially  directs  the  business  plan    in   terms  of   future  financial 
resource  requirements. 

—One  plan    is  the  result  of    integrated  planning.     This  one  plan    is  a 
business  plan  which   includes  IS  as  part  of   the  operating  budget.  In 
all    companies  surveyed  who  said  they  had  one  plan,    the  business  plan 
contains  enough   information  so  that  an  application  development 
priority  scheme  can  be  established. 

Several    respondents  who  said  they  had   integrated  their   IS  and  business 
plan  stated  that   the  business  plan  was  the  BASIS  for   IS  planning.  rJ-i — i-s 
*+re  jau  thar   c  op  i  n  i  on   that   this   is  still    reactive  planning  rather  than 
proactive  planning  which    is  a  primary  characterization  of  integrated 
p 1 ann  i  ng . 

Reduced  costs,    increased  revenue,  more  effective  resource  use  and 
management  accountability  appear   to  be   the  results  of  accepting  IS  as  a 
contributor   to  the  organization  as  evidenced  by   i n tegrated^ 1 i nked 
p 1 ann  i  ng . 


Open  communications  between  general   management,    line  management  and 
services  management,    including  IS   is  common  among  those  companies  with 
integrated  planning. 


WHY  DO  COMPANIES  NOT   INTEGRATE  AND  WHAT  ARE  THE  RESULTS? 


Impediments  to   integrating  planning 

Table  WTT  lists  the  reasons  or    impediments  given  by  those  respondents 
who  did  NOT  have    integrated  planning.  ^-^-^..^ 

tar  iSoL-/^  ieot/ 

'  -  J 

-  I  ne-f -f  ec  t  i  ve/ i  nadequate  communications  was  most  -frequently  c  i  t  e  d  .\  s^s*** 
ncludes  lack  of  downward  communication  -from  general 
i.  to  direction  and  lack  o-f  communications  between   IS  and 
\)f  :e  versa. ^   The  reason  for   thtj-e  latter    is   that   1  ine 


eels  that   IS  does  not  understand  the  business,   and  o-f 
eels  the  user  does  not  understand  the  potential  o-f 
It    is  quite  clear,   however,    that   the  onus   is  on   IS  to 
understand  the  business  requirements. 

-  In  /  &a-5B-s,even   though   there  were  extensive    in-formation  resources, 

management  did  not  -feel    that   they  were  Justified,   or   that  no 

measurable  return  on    investment  had  resulted  from  acquisitions.  IS 

/J 

evidenced  poor  accountability. 

Or^S^^  ^     viiiw^  ^^"'i^  ' 

^Management  was  not  willing  to   invest   financial    and  staff  resources 
/I 


to  an  integrated  planning  process.  Vi(Nu  Ly  , — cn  i  s  was  the  -c-as^^ot 
■-^.pp^r.iog  i.iith  =.prious  economtt:  prob1-etTr5rT-i> — . 


—Some  companies  were  reorganizing  and  redeploying  resources.     One  was 
recently  acquired  and  had  new  management.     One  was  experiencing  an 
exceptionally  high  growth  rate  and  much  o-f   the  resources  were  being 
diverted  to  advertising  and  promotion.     And  two  were    in   the  process 
o-f  distributing  IS  to  the   line  operations.      (Note  -  this  last  seems 
to  be  a  precursor   to  achieving   integrated  IS  and  business  planning). 

—In  several   cases,  general   management  or  business  planners  do  not 
understand  the  benefits  of    integrated  planning  <also  means  they  do 
not  understand  the  benefits  of   IS).      In   these  cases,    there  will  be 
no  push  from  the  business  units  to   integrate  planning  and   it  will 
have   to  be    initiated  by  IS. 


•  Those  companies  without    integrated  planning  mentioned  the  following 


results  of  not    integrating.  e — "laghl-^ — hX  .-• 

—Both  IS  and  general  management  respondents  felt  that  not  having 
integrated  planning  resulted  in  ineffective  IS  resource  use  and 
mediocre  data  processing  support. 


2. 


Results  of  not  integrating 


—Increased  costs  of   IS  development   from  duplicate  efforts 
(particularly  with  personal    computer  applications). 


i 


I 


IS  management  -felt  strongly  that   the  company  was  not  taking 
advantage  of  advanced  technology   in  operational    areas.  (These 
managers  were  from  companies  with  scarce  financial  resources.) 

IS  morale  was  negatively  affected.    IS  felt   that   their  company  was 
not  keeping  up  with   the  competition.     They  felt   they  were  being 
"jerked  around"   and  forced  to  be  reactive,   not  proactive.  Several 
examples  of  acquisitions  were  given,  where   IS  was  told  after  the 
fact,   and  could  not  adequately  or   timely  respond  to  the  new  volume. 

General  management  stated  in  two  cases  that  IS  seemed  to  just  want 
to  do  their   thing  as  opposed  to  supporting  business  goals. 


HOW  TO   INTEGRATE  PLANNING  EFFORTS 


Convincing  Top  Management 


Top  management  blessing   is  required  to   initiate  and  support  integrated 
planning.     Their  blessing   is  usually  given  when   IS  has  proved   itselt  to 
be  a  cost-ef -feet  i  ve  contributor   to  the  business.     In  order   to  show 
cost-e-ff  ect  i  veness  IS  management  has  usually  elevated  their   level  o-f 
accountability.      IS   investments  are  rigorously  cost-Justified  and  there 
is  -formal    or    in-formal    auditing  with   the  results  publicized.      IS  Annual 
Reports  -  ( Se&^.  *'***B)  ,  monthly  status  reports,   or  management  meetings 
with  user  and  general   management  which  also   include   IS  are   the  modes 
used  to  publicize  results.     In  many  o-f   the  companies   interviewed,   IS  had 
gone  beyond  just  being  cost-e-f  f  ec  t  i  ve  ,    to  actually  contributing  to 
revenue  by  providing  a  service  or  a  product. 

-An  example  was  from  one  computer  manu-f  ac  tur  er  ,  who  had  developed  a 
manu-factur  i  ng  requirements  planning  <MRP>   system  which  resulted  in 
cost  savings  -for   them.     They   then,   packaged  the   software  with  their 
computer  and  thus  added  a  new  product   line  of  an   integrated  system. 

Both  cost  effectiveness  of   service  operations  or  revenue  enhancement  are 
strategic   goals  of  every  company.      IS  seen  as  a  strategic   tool    is  a  goal 
of    integrated  planning,   but    it  seemed  from  the  companies  interviewed, 
that   IS  had  to  become  a  strategic   tool    before    integrated  planning  was 
approved . 


I 


•  'Tabl  e  X  lists  the  respondents  answers   to  the  question   "How  do  you 
convince   top  management?" 

-The  key  to  all    of   the  following  points,  was  that  yertical  and 
horizontal    communications  were  effected.     Many  of   the  companies 
stated  that   there  had  been  some  cultural    shift   leading  to  a  growing 
philosophy  to  remove  barriers  to  communications  at   all    levels  and 
between  all    levels  within   the  organization.    Integrated  planning 
efforts  were  achieved  after  communications^  in   the   form  of 
cross-fertilization  between   line  units  (the  business  operations)  and 
IS  was  accomplished.      IS  would  work  with   line  units  to  learn  the 
business,   and  through   this  process,   also  educate   line  unit 
management  and  personnel   of   the  potentials  of  IS. 

—  In  almost  half  of   the  cases,    there  was  no  convincing  necessary,  but 
rather    integrated  planning  resulted  from  a   top-down  decision.  In 
several    cases,    top  management   or   the  board  of  directors  hired  a 
professional    IS  manager  who   in   turn,   hired  or   trained  personnel  to 
initiate   and  participate    in    integrated  planning  efforts.  Also  in 
these  cases,  management   "salted"    IS  with  business  people  and  also 
charted  a  course   to  distribute   IS  functions   into  line  operations. 

—  Professional    IS  management    is  differentiated  (perhaps  unfairly)  from 
IS  management  who  have  come  up   the  ranks   into  the   top   IS  position. 
Professional    IS  management  was  hired  from  outside  and  brought    in  for 
their   ability  to   integrate  separate   IS  technological    domains  and  to 
accomplish  decentralized  IS.     The  person  was  able   to  communicate  IS 
potential    and  successes  constantly  and  articulately.     He  or  she  paid 


much  attention   to  selecting  and   improving  IS  human  resources  to 
enhance   the   IS  understanding  of   the  business.     This  IS  manager 
reports  to  the  president  or   to  a  very  high   level.    In   the  companies 
that  stated  that   pro-f  ess  i  onal    IS  management  convinced  top 
management,  respondents  said  that   the  new  IS  manager   insisted  upon 
■formal    IS  planning  which    initially  was  a  separate   IS  plan  which  was 
predicated  on  business  objectives,   but  once  an   IS  plan  was 
developed,    integrated  IS  and  business  planning  followed  the  next 
year  . 

The  most    interesting  responses  were  from  those  who  said  "one  good  or 
one  bad  experience".      In  some  of   the  companies,    IS  was  able   to  prove 
themselves  despite   top  management  backing.     Perhaps  some  system 
implementation  had  had  a  profound  cost  savings  or  had  significantly 
contributed  to  revenue.      IS  management    in   these  cases  was  able  to 
show  how  IS  had  contributed  to  meeting  objectives.     The  bad 
experiences  were  ones  where    it  was  obvious  that    if   IS  had  been  a 
part  of   the  action,    the  bad  experience  would  not  have  happened.  For 
example,  management  of  one  company  had  acquired  a  business  whose 
systems  were    in  such  poor  shape,    that   the  expense   to  bring  them  up 
to  the   level    of   the  rest  of   the  operation,  wiped  out   the  hoped  for 
benefit  from  the  acquisition.     It  was  these  cases  where  business 
plans  had  not    included  IS,    that   showed  after   the  fact,    the  need  for 
integrated  planning  and  communications. 

In   two  of   the  companies,    the  nature  of   the  business  (Research  and 
Development)   resulted   in  an  extraordinary  high   level    of  staff 
computer   literacy.     Top  management  was  forced  to  authorize  changes 


to  result   in  an  enyironment  more  supportive  o-f  staff  efforts. 


WHO  SHOULD  PARTICIPATE   IN   INTEGRATED  PLANNING? 


A  variety  of  players  participate   in   integrated  planning, 
the  participants  and  their  roles. 

IS  management   takes  responsibility  for  educating  users  and  management  on 
the  potential    of    information   technology.     Further,    they  would  have 
studies  performed  on  productivity  and  develop  cost/benefit   analysis  to 
justify   information   technology  applications  seen   to  have  potential  value 
(specifically  office  automation  which   today  means  some  aspect  of 
end-user  computing).     Other   studies  were  on  system  architecture  and 
future  technology  trends  and  their  potential  implications. 

—In  an   insurance  company,   a  planner  and  a  consultant  assessed 
alternative   insurance  product  distribution  modes  such  as  direct 
writing  as  opposed  to  continuing  use  of   the    independent  agent 
system.     They  considered  organizational,   political    and  technological 
implications  of  each  mode. 

—In  a  public  utility  company,  with  no  IS  planner,    the  business 

planner  was  called  upon  to  assess  demographic  trends  and  the  role  of 
IS   in  responding  to  these  trends. 

General    (executive)  management    is  responsible   for   overall  business 
direction  and  policy. 


T a h  1  o  shows 


Division  and  line  management  are  responsible  for   their  respective  plans 
(strategic,    long-range,    tactical,   operating,   budget  and  other  names 
specific   to  each  company).     Contributions  to  the  planning  process  come 
■from  planners  within   the  divisions  and  -from  IS  and  also  -from  IS 
management  and  consultants. 

IS  direction  and  plans  are   the  responsibility  of   IS  management  with 
contributions  primarily  from  IS  planners  and  also  business  planners,  and 
occass i onal 1 y  consultants  or   task  forces.     Consultants  are  often  used 
because  of   their  knowledge  of  future   technology  direction,   or  because  of 
their  planning  and  facilitative  skills. 

Companies  which  were  decentralized  <IS  and/or  business  operations)  in 
all    but  one  case,   consolidate  plans.     This   is  the  responsibility  of 
business  and/or   IS  planners.     In  several   companies,  who  had  integrated 
planning  there    is  no  longer  a  separate   IS  planning  function. 

IS  and  line  management    is  responsible  for    implementation  of  their 
respective  plans  or  plan  components. 

WHAT  ARE  THE  REQUIRED  RESOURCES? 


The   time  spent   and  the  number  of  participants  varied  so  significantly, 
that  no  generalizations  can  be  drawn.     Most  of   the  companies  had  both 
business  planners  and  IS  planners  with  full-time  planning  < or  study) 
responsibilities.     At   the   least,   about  one  month  of  effort  was  spent  by 
both   IS  and  1  ine  management   each  year   to  come  up  with  next  year's 


operat  i  onal    p 1  an . 

fable  X I  r- shows  the  Oarict>   uf  Luiibu  1  Ldii  L^:_bQQks  and  seminars 
considered  to  be  helpful    in  promoting   integrated  planning. 

Only  a  -few  systems-oriented  seminars  were  mentioned,   but  many  of  the 
respondents  said  that   they  held   in -house  seminars  led  by  IS  and  business 
planners  or  management  which  educated  on   IS  or  business-specific  topics. 
They  also  mentioned  that    in-house  management  development  seminars  were 
held  wh  i  c  h  p  r  omo  ted  c  ommu  n  i  c  a  t  i  on  skills. 


TttBb^^-  FIESOURCES 

nnt<Ki  a  takitc  \ 

\           Total  Respmding  Yes 

IBM  -  Business  Systems  Plannira|  4 
SRI  -  Long-rangle  planning  and  I^  planning  4 
Boston  Consulting  Group              \  2 
Othexs                                    \  8 
None                                           \  8 

i  i.;ri:_»<i';  •-■et;.'u£.>o  >tJl 
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SEMINARS 


CAN  YOU  USE   IS  PLANNING  METHODOLOGIES? 


ill    the  companies  had  developed  IS  plans,   one  can  say  that  all  had 
jme  planning  methodology.     However,    there  was  a  variety  o+ 
:hes  ranging  -from  traditional    IS  approaches  to  internally 
)ed  methodologies  (IDMs) 


See  T»te-U   KIII>-fTTr   the  Methodologies  Us^  d  /P^^*^^'*^  ' 

The  methodologies  varied  in  terms  o-f  structure  and  -flexibility.  Those 
who  used  combinations  o-f  methodologies  tended  to  have   the  most  ad  hoc, 

adaptive   and  flexible  approaches.     Those  using  BSP ,   CSF ,  -Sfti — I uSPP ,  or  

tbo  f  Jol  an.'^t'lQr  ton  Appr  oach-.  tended  to  have  a  more  struc  tured^'f  rljces^T"^  ^ 

Most  o-f   the  compan  i  es^  used  BSP,   CSF,   GRI  , — or — t-JuT^^ii/'Mui'  Luir  to  prepare 
their  -first  significant   IS  plan,   but  almost  all    subsequently  used  an 
"internally  developed  methodology  <IDM)   -for  planning.       It  seems  that 
the  structure    is  necessary  for   the   first  planning  process,   but   that  more 
adaptive  approaches  are   appropriate  subsequently. 


The   IDMs  were  occass i onal 1 y  named,   such  as  "IS  as  a  competitive  weapon" 
or   "Competition   IS  planning".     These  names  reflect  how  IS   is  viewed  at 
these  organizations. 


All    companies  with  an    integrated  or   linked  planning  process  no  longer 
used  BSP  or  CSF.   However,    the  approaches  of  SRI   and  Nolan/Norton  so  far 
were  proving  to  promote  both  on-going  and   integrated  planning.     Both  of 


these  can  be  characterized  by  their  high  degree  of  user  and  IS 
interaction  and  by  their    insistence  of  starting  the  process  with  an 
identification  of  business  strategies  and  ending  with  feedback. 

Business  Systems  Planning  Methodology 

As  mentioned  before,   BSP   is  appropriate  on  a  one-time  basis.      It  can  be 
used  to  study  an  enterprise's  business  system  to  meet  near-  and 
long-term   information  requirements  and  make  management  recommendations. 

Briefly,   BSP  provides  for  an  analysis  of   the  environment  at  increasing 
levels  of  detail    as  follows: 

-Business  objectives  and  problems 

-  Business  processes 
-Business  organization 

-Information  and  computer  applications 
-Data  files 

-  Data  c 1  asses 

Further,   BSP   identifies  IS  objectives  and  defines  required  IS  changes. 

BSP  defines  an    information  architecture,   establishes  architectural 
priorities,   shows  technologies  and  management  practices  requiring 
support  and  defines  MIS  changes  required  for  architectural  priorities. 
The  results  of   these  activities  are  used   in  establishing  IS 
recommendations  and  action  plan. 


The  BSP  output    includes  the  -followingi 
indings  and  conclusions. 


Ma  J  or   IS  problem  analysis. 

fit.     Mis  probl  ems^deduced  -f  rom  J-S^'and^  suppor  t  problems. 

I S  obj  ec  t  i  ves . 

Definition  of  high-priority  IS  projects.  OtAi4'^^'^^ 

«.     First  systems  support  requirements.  J^H'^  " 

Jt.     Projects  addressing  major   IS  problems.  Umf 


Immediate  actions  recommended, 


Action  plan  -for  follow-on  projects. 


The    impact   of  having  developed  a  plan  using  BSP   is  that  priorities  are 
established  for  management  commitment  and  resources  are  allocated 
accordingly.     The  process   itself  gets  management    involved,   since  it 
begins  with   a  definition  of  business  objectives  from  them.  The 
interview  process  can  be  a  time  when   the   IS  planners  educate  the 
business  management  on   the  potential    benefits  of  IS. 

The  criticisms  or  deficiencies  of  BSP  in  terms  of  promoting  integrated 
planning  mentioned  by  respondents  include: 


-Not  a  "li'ying"  document  -  doesn't  support  on-going  planning. 
-Too  much  -focus  on  data,  elements  -  goes  -from  strategic    issues  to 
de  ta  i  1    too  quickly. 

—  Too  forced  and  artificial. 

-Breaks  down    if   there  are  organizational    changes  during  the  planning 
.  process. 

Critical    Success  Factors 

The  CSF  approach   to  IS  planning  consists  of  a  study  which  starts  with  a 
widespread  sample  of  managers  who  are  queried  about   their  total 
information  needs.     These  are   based  on   their  critical    success  factors  - 
those  -factors  which  for  any  business,   are   the   limited  number  of  areas  in 
which  results,    if   they  are  satisfactory,  will    ensure  successful 
competitive  performance  for   the  organization.     0-ften  an  outside 
consultant    is  used,   particularly  for    interviews  at   the  executive  level. 
Managers  are  pressed  to  quantify  the  critical    factors  so  that   they  could 
be  measured  later.     The  results  of   the  sample   are  compared  with  the 
existing   information  systems.     An    information  structure  can  be  developed 
from  analysis  of   the  various  manager's  responses.     A  consultant  can  help 
find  trends   in   the  critical    success  factors.     Subsystems  necessary  to 
provide   the    information  not  available  are    identified  and  assigned 
priorities  for  development. 

The  criticisms  and  deficiencies  of  CSF  included: 

—  Too  academ i  c . 

—More  form  than  substance. 


—  Managers  couldn't  see  purpose  o-f  exercise  and  how  it  related  to 
developing  a  systems  plan. 


IS  Strategic  Planning  Process 


4e  thke-'^t  t ached ) -f  i  gures  (^gunoc  i — amd/  2'i  .     Note  tb 
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Ttre-  -SR  K  p  n  o  el:'  s^g^-rsr  stl^uctured,   a«d  also  call^  for  he^My   involvement  of 
corporate  and  middle  management/     They  assist    in    ideJntifying  critical 
business  activities,   r  e  v  i  ew  i  ng /the  -future   logical   mc  de  1  ,    in  developing 
and  approvilfig  the   IS  strateg  i  c/ p  1  an  ,   and   in  selecting  promising  new 
technologiei 

The  process   i\s  one  which  emphasizes  for  corporate  management  the 
complexities  df   IS.     However  J  experience   to  date  witrt  the  SRI-ISSPP 
process  by  the\ three  respondents  using  it,   shows  that\ managemen t  and 
systems  management  and  personnel    are  working  much  more\closely  and 
syner  g  i  st  i  c  al  1  y  ,  \a  key  to   /nte  grated  planning. 


t4" 


Planning  Process 
Process  Uariables 


Each  company   interviewed  which  said  that   they  had  an    integrated  or 
linked  planning  process  had  a  different   approach  which  varied   in  terms 
of  formality,   planning  horizon,   and  documentation  of  results. 

-The  formality  of   the  process  varied  from  a  structured  process  with 
each  business  manager  developing  a  "strawman"   plan  which  was 
reviewed,   refined,   and  finally  accepted;    to  one  where  most  planning 
occurred   in  a  2-3  day  brainstorm  of  key  managers,  with  one  person 
documenting  the  results. 


—  Ri-gure   3  shows  the  various  horizons  for  planning  efforts.  The 
longer  planning  horizons  were  addressed  by  the  energy  and  public 
utility  firms  through   the  development  of  scenarios  and  covered  a 


years,   but  several    firms  had  3  year  plans  and  a  few  had  7  year 
plans.     The   long-range  plan  was  occass i onal 1 y  called  a  capital  plan. 
The  operating/budget  plan  had  a  horizon  of  one  or   two  years. 


The   long-range  plans  were  usually  for  5 


—The  documentation  of  results  are  addressed   in   the  section  titled 
"Results  of   the    integrated  planning  effort". 


Process  Steps 


•  Whether   the  planning  e+'fort  was  -for   the  development  o-f   a  scenario,  a 
lonq-range  plan,   or  an  operating/budget  plan,    the  -fol  lodging  steps  were 


Pre-plan  Activities  consisted  of  developing  a  plan  for  planning  and 
communicating  to  key  participants  about   the   scope  of   the  effort, 
specific  objectives,  resources,   and  any  administration  mechanics. 
These   latter  often  had  to  do  with  review  and  plan  consolidation 
efforts.     The   IS  and  business  planners  and  their  respective 
management  were  most   involved  at   this  step. 


The  Preparation  Phase  consisted  of  activities  to  prepare  the 
planning  support   team  for  understanding  their  role    in  educating  use 
management.     For  example,    in   those  companies  where   IS  was  not  yet 
viewed  as  a  strategic   tool,    the   IS  and  business  planning  staff  had 
responsibility  to  educate   line  management  on   the  potential    of  IS. 
Occass i onal 1 y ,   an   "IS  Potential"   statement  would  be  prepared  and 
distributed  throughout   the  organization.     This  statement  was  most 
often  prepared  by  IS  and  detailed  the  potential    of   IS  on  each  of  th 
business  units.      It  might   take   the  form  of  a  scenario.     At  one 
company,    it  consisted  of   a  white  paper  discussing  the  following: 

^^^Economic/environmental    forces  affecting  the  future 


perf  ormed*^ — S<:  c   figure  4. 


xternal  -forces 


'  ^=^^Po1  i  t  i  cal  /econom  i  c/demograph  i  c 
♦  .p^Specific   to  the  industry 


^Internal  -forces 

-    ~ -  'Company  business  scenario  <strate9ies,  objectives, 
goal s) 

•  J— ^Techn  i  cal  scenario  o-f  IS  resources  within  the  company 
/  — ^Manpower  scenario  showing  IS  requirements  and  impacts 


^^emand  -for  IS 


„^ <j^echno1  ogy  scenario  -  expectations  o-f  -future  developments 
and  their  potential  impact  on  the  strategies,  objectives, 
and  goals  o-f   the  business. 

?^ 

tO.    I  den  t  i -f  i  cat  i  on  o-f   Issues,   Goals,   Objectives  and  Critical  Success 
Factor  Stage  consisted  of  gaining  an  understanding  of   the  goals, 
objectives,   and   issues  which  are  providing  the    impetus  behind  plani 
Also  at   this  stage,    the   factors  which  management   views  as  critical 
to  achieving  goals  and  objectives  are    identified.     This  stage  was 
done  by  each   1  i ne  manager    in  some  cases  working  separately,   and  in 
others,  was  done    in  key  manager  brainstorming  sessions.  In 
companies,  where   IS  was  viewed  as  a  strategic   tool,    the  results  of 
this  stage  were  communicated  throughout   the  organization. 


Asatssment  o-f  Current  Situation  step  consisted  of  determining  the 
status  o-f   the  business   in   terms  of  strengths  and  weaknesses, 
capabilities  and  constraints  to  provide  products  or   services.  This 
step  was  performed  by  each  function  within   the  organization  and 
essentially  provided  the  baseline  for   the  subsequent  plan. 
Again,    the  step  could  be  performed   individually  or    in  group  sessions 
and  the  results  communicated  broadly  or  narrowly. 

In   the  Opportunities  and  Needs  Assessment  phase,   descriptions  of 
business  opportunities  and  requirements  which   IS  can  address  were 
developed.     These  were  based  on  objectives  identified  in  the 
i ssue/goa 1 /obj ec t i ves  stage  -  Step  3.      IS  and/or   the  business 
planner  was  often  called  upon   to  consolidate   the  results  of  this 
step  and  to  report  back   to  line  managers  on  any  opportunities  or 
needs  held   in  common. 

In   the  Priority  Setting  activity,    the  opportunities  and  requirements 
were  evaluated  and  priority  classes  established  based  on   the  goals 
and  objective  ranking  previously   identified  -  Step  3.     Again,  the 
results  were  communicated  and   in  most  cases,   line  managers  and 
executive  management   negotiated  for  changes   in  priorities. 

In   the  Plan  Formulation  step,   documentation  was  prepared  appropriate 
to  the  planning  activity.      If  a  strategy  was  being  developed, 
alternatives  for  pursuing  opportunities  and  addressing  requirements 
defined   in   terms  of  constraints  were  documented.      If  a  plan  was 
being  developed,   opportunities  and  requirements  priorities  were 


documented  with  the  steps  to  address.  Consolidation  and  reporting 
was  accomplished  at   this  step  also. 


•The  companies  with  an    integrated  or   1  inked  planning  process  accompl  i shed 
the  above    in  an  environment  0+  open  communication  between  levels 
(vertically)   and  between  -functional    units  (horizontally). 

-  At  one   large  energy  company,   system  and  business  planning  had 

reached  a  high   level    of  sophistication   through   the  use  of  capacity 


planning  techniques^.     Capacity  management  provides  a  structure  for 
data  gathering  for   the  user  and  a  defines  a  high-level    system  impact 
based  on   the  results  of  business  planning.     The  steps  for  planning 
t   this  company  were  as  follows: 


-The  software  development  vendor  (in-house   IS  group)   'turns  these 
-fii  L u   IMCr  trcm  -nr  t  i  nn*. 


—-The  user  can   then   turn    information   about  business  transaction 


-The  user  gets   input  from  the  vender  as  to^PU  and  I/O 


volume    into  system  requirements 


(eg.   CPU  required  to  maintain  a 


given  flow  rate  of  transactions  required  to  run  the  business). 
Users  can  project  system  requirements  based  on  business  plans 


I 


(eg.    to  contract  or  expand  business  yolume)  which  feeds  into 
their  business  plan  as  a  line    item  of  system  resources  required. 

—  The   IS  group  consolidates  estimates  from  each  user  area  and 
develops  a  separate   IS  plan   to  meet   the  requirements  of  all 
users . 


W"he  process  was  act^^part   of   an  on-going  looping  process,   as  shown  in 
the  following  examples: 

--At  one   large  services  company,    the  respondent  stated  that  "Strategic 
planning   is  on -going.     Each  year  starts  with    identifying  or 
reiterating  critical    success  factors.     Corporate   IS  works  with 
distributed  IS  who  works  with   line  managers  to  educate   that   IS  can 
affect   the  competitive  posture.     Line  managers  develop  plans, 
identifying  IS  activites  which  stimulate   the  business.     The  results 
of  the  planning  and  development  efforts  are  reported  back   to  all 
other   line  managers.     Implementation  activities     are  reported  on  an 
on-going  basis  throughout   the  year,   and  feed   into  the  start  of  the 
next  year's  planning  effort." 

— At  a  large  bank,    the  respondent  stated  that   "integrated  planning  is 
a  looping  process  with  a  high  degree  of    interaction  between   line  and 
IS  management.     We  begin  with   line  management  developing  5  year 
plans.     At   the  same   time,    IS   is  preparing  their   plan,    trying  to 
anticipate   line  group  directions.     They  are  able   to  do  this  because 
the   line  management  sits   in  on  planning  sessions.     Conversely  IS 
assists  the   line  managers   in   their  business  planning.      IS  presents 


their  plan   to  line  management   and  discussions  ensue.     All  management 
then  re-fines  their  plans.     All   managers  meet    in  an  executive  level 
planning  session  -for  one   day  and  h  a&j-i — aut  problems,  develop 
priorities  and  finally  do  next  year's  -Financials.     They  then  each  go 
back  and  do  a  one  year  plan,  which    includes  sections  on  human 
resources,   -financial    resources,   facilities  and  systems.  IS 
publishes  a  consolidated  plan.     By  then,    the  next  year's  process 
must  be  started." 


At  a  distribution  services  organization  where   IS   is  a  line    item  in 
the  plan,    the  operating  units  start   their   long-range  planning 
efforts   in  August   and  complete   their  operating  budget  by  the  end  of 
April.     These  are  submitted   in  November,   consolidated  by   the  end  of 
December  and  presented  to  executive  management.     During  January, 
corporate  management  provides  feedback   to  the  operating  units  and  a 
series  of  negotiations  occur  until    final    recommendations  are  made  by 
the  end  of  January.      In  February,    the  operating  units  put   together  a 
detail   budget  for   the  following  year.     The  budgets  are  approved  by 
the  end  of  April.     Planning  for   the  next  year,   begins   in  August. 


V. 


DOCUMENTATION  OF   INTEGRATED  PLANNING 


A.  The  Plan 


•  0-f   the  24  companies  with    integrated  or   linked  plans,    10  had  a  single 
This  single  plan  was  a  strategic  or   long-range  plan.     Another  7 

separate   IS  plan    in  addition   to  the  business  plan 

'fi'^Virt'T^^rTf^^r-iriilTI'-tr^ The  remainder  were  at   the  point  of  preparing 
■first  i 
ec  t  i  on ) . 

11  use  with  a  single    integrated  plan,   still    had  application  development 
priority  lists  and  project  plans  <eg.   -for    implementation  o-f  a  network  or 
enterprise-wide  data  base)   but   these  were  not   -full-blown   IS  plans  (ala 
BSP)  . 

•  Those  with  separate  plans  felt  quite  adamantly  that  a  separate   IS  plan 
was  mandatory,   Just   like  each  division  or  business  unit  should  have  a 

The  documents  were    intended  to  serve  as  tools  for  monitoring 
ss . 


:  ioned  in  — zfL  L  i  on  on  definition/characteristics  of  integrated 
g,  the  documented  results  do  not  determine  whether  a  company  has 
.ted  planning,    it    is  rather   the  process. 


1  .  iGels-  R  i  tufTp  PI  an 


Those  with  a  single  plan   treated  IS  just   like  -financial    resources,  human 
resources  and  -facilities.     In  other  words,   the  plans  -for  each  of  these 
resources  was  treated  with  equal    importance    in   terms  o-f  meeting  the 
business  goals  and  objectives. 


-One  company  had  a  strategic   plan,   an   "executive  plan"  <lonq-range) 
and  an  operating  (budget)  plan. 

strategic  plan  covered  the  next  20  years.      It  consisted  o-f 
how  revenue  was  to  be  generated  during  the  20  years  (given  two 
scenarios  -for   consumers);   research  and  development  needed  to 
assist;   data  processing  and  communications,     human  resources, 
and  -financial    resources  required. 

executive  plan  which  covered  three  years   included  by 
■function,   an  assessment  of   the  more    immediate  external  and 
internal    environment  and  the  objectives  to  address  opportunities 
stemming  from  these  environments.      It   then  covered  achievements 
such  as  progress   in  Equal    Employment  Opportunity  and  in 
enhancing  productivity  and  management   effectiveness.     This  last 
section  covered  the  achievements  of   IS.      It   then  covered  the 
plans  for  addressing  the  opportunities   identified  for   the  next 
three  years. 

inally,    the  operational    plan  consisted  of   the  budget  and  plans, 
by  function  for   the  next  year. 


—While   there  was  one  plan  at  each  of   the  above   levels,    it  should  be 


noted  that   the   last   two  were  by  ■function  and  so  essentially,    IS  had 
their  own  plan.     However,   given   that   IS  was  treated  equally 
important  as  -financial    and  human  resources,   the  result  was  an 
integrated  plan  for   the  enterprise.      IS   is  a  critical,  strategic 
part  of   this  company. 

•This   is  the  goal    of  an    integrated  planning  process  -  to  have  the 
company's  critical    resources  of  capital,    labor,   facilities  and  equipment 
(the  arena  of   IS   is   included  here)    treated  with  equal  importance. 


2. 


A  Separate   IS  Plan 


•  It  appears  that  a  separate   IS  plan  can  be    in  existence   (in  fact,    to  many 
it  was  mandatory)   and  the  company  can  still    practice  integrated 


The  1  r  p  1  an  ,  "is  m 


planning  ef  f  or  ts  ,(2/*^  1 1  should  be  noted  ttiat  the  engineering  and  R  &  C 
laboratory  division's  have   a  high   level    of  computer  literacy 


COMPANY  ABC   IS  STRATEGIC  PLAN 

1.0  Planninq  Assumptions  and  Model 

(See  FiQuru  ^ci^J^jsC^^-'^ 

2.0  Enterprise  and  Division  Needs 

(Wj-tfi — i,  re-ference   to  a  detailed  list  of  the 
strategic  directions  of  each  division  which 
had  been  prepared  with   the  help  of  each 
division  manager.     Each  division  had 
listed  their  needs  and  strategies  and 
critical    issues  to  which   IS  could  be 
app 1  i  ed . ) 

Program  (Function)  Support 
Produc  t  i  V  i  t  y 
Capital    and  Funding 
Con  trol 

3.0  Cornerstones  of   IS  Strategies 

Diverse  Technologies 
Resource  Integration 
Incremental  Growth 

4.0  IS  Strategies  and  Direction 

Ne  twor k  i  ng 

Shared  Computing  Facilities 
Distributed  Computing 
Professional  workstations 
Management  Information 
Funding  and  Financing 

5.  Status  of   IS  Systems  Thrusts  and  Plans 

The  Network 
Shared  Computing 

Automated  Support  of  Regional  Offices 
Automated  Support  of  Research  Laboratories 
Automated  Support  of  Engineering 
Automated  Support  of  Manufacturing 
Automated  Support  of  Administrative  Services 
Workstat  i  ons 
MIS  Enhancements 


6.0 


Summary 


i.^  PLANNING  ASSUMPTIONS  AND  MODEL  ^r'^b-ra^^  ^P^SC 

The  basic  pi  arm  in  g  assumption   is  that   the  Enterprise  and  Di  j  fM^~  ^ 

and  goals  will    determine  ABC's  IS  support  strategies  and  plans.     Th  V/'  ' 

is  -for    internal   ABC  systems  support  and  does  not    include  systems  ef  mI/^^^^^^^^ 

undertaken  for  clients.      <This  was  left  up   to  the  appropriate  divis  ~\  if\  "'^ 

IS  provided  network,   shared  computing  and  other   shared  IS  support  c  ('^  j 

Appropriate  application  of  systems  technology  to  ABC  needs  fff^ 
cornerstones  upon  which   the  ABC  systems  strategies  are  based. 


Individual    systems  plans  and  thrusts  throughout  ABC   i mp 1 emi 
systems  strategies.     These    implementation  plans  and  systems  strate^ 
together  cons i tutu te  ABC's  IS  strategic  plan.      IS  and  Administration  is 
responsible  for  establishing  these  ABC  systems  strategies  and  for   leading  some 
of   these    individual  thrusts. 

The  four- lev  el   model  i^-l-cttJj  shows  how  the   "top-down"   needs  and 
"botto»n-UD"    thrusts  relate   to  the  ABC  IS  strategies  and  cornerstone*. 


^SQjXVLZ,  vS'-^MWiut  AssuwPTiows 


It  may  discuss  the  changing  roles  o-f  an   IS  organization  and  users 
(internal    or  external)   given   technology  changes  and  changes   in  computer 
literacy  o-f  employees  and  clients. 

It  may  discuss  the   IS  organization  and  -functions  and  how  these  support 
the  business  and  changing  roles. 

Some  companies  also   include   last  year's  projects  and  signi-ficant 
achievements  and  how  IS  performed  against  budget. 


An  example  o-f   the  contents  of  one   IS  Annual    Report  of  a  manufacturing 


company 


Mission  Statement:       To  be  a  major  force    in  enhancing  XXX 's 
competitive  posture  and  capability  -for  growth  by  providing  e-f-fective 
systems  and  relevant    in-formation   to  support  management 
dec i s i on-mak i ng ,   and  by  efficiently  developing,   operating  and 
maintaining  systems  and  procedures  with  high  business  leverage. 

Assessment  Criteria  for   IS  Resource  Allocation; 

Fit  with  XXX  •'  s  strategic  thrusts 

Rigorous  benefit-to-cost  analysis 

Strong  client  endorsement  and  user  support 

Acceptable  risk  profile 

Affordabi 1  i  ty  and  manageabi 1  i  ty 
IS  Strategies: 

Seek  on-going  productivity  improvements 

Support   the  user-compu ter  interface 

Emphasize  highly  profitable  new  systems  development 
Strengthen  our  role  as  consultants 

Maintain  a  high   level    of  cl  ient   and  user  involvement 

Create  and  maintain  a  balanced  applications  portfolio  based  upon 
business  priorities 

Implement  common  systems  where  appropriate 

Sustain  a  technically  current  environment 

Manage   and  guide  computer   and  communications  facilities 

Pursue  excellence    in  people. 

How  IS  supports  XXX "s  business  strategies:    (The  examples  on  the 
following  pages  are   taken  from  6  specific  business  strategies  which 
are  part  of   two  generic  strategies:      1>     Build  the  business,   and  2) 
Do   it  productively). 


headquarters  systems  group  was  going  to  distribute  a  document 
covering   issues,   as  well    as  connect   the   line  managers  planning 
redundant  activities  with   the   distributed   information   systems  groups 
who  had  been    involved   in   the  existing  systertis  activities. 

ThL-  f  o1  1  gnii  i  nxi  gu  i  de  1  i  nes^  were  part  of   the  operating  plan 
instruct!  ons/y,  . 


SYSTEMS  PLAN  REQUIREMENT  OUTLINE 
1.     Brie -fly  discuss  your  systems  environment.      <Ti-iose  aspects  of  the 
overall   environment  a-f -fee  ting  or  being  affected  by  systems.) 

Outline  your  Systems  Plan.     (Plan  objectives,   scope,   and  a  summary  of 
the  various  parts  of   the  systems  plan    including  major  projects  and  other 
ac  t  i  ons> . 


Identify  the  major  considerations  affecting  your  Systems  Plan. 

Operating  company     strategies,   objectives  and  guidelines 
Client  r  e  q  u  i  r  erne  n  t  s 

Bus i ness/app 1  i cat  ions  requirements 
Hardware  and  software  needs 
Personnel  needs 

Funding  and  cost  recovery  considerations 

Explain  how  your  Systems  Plan  supports  your  business  strategy  and 
business  plan.      (Describe   the  specific  business  conditions,  objectives, 
strategy  and  other    issues  that   the  plan  supports.) 

Discuss  the  compatibility  of  your  Systems  Plan  with   the   IS  strategies 
(which  had  been  Jointly  developed  by  the  distributed  IS  and  line 
management  representatives.     The   IS  strategy  had  consisted  of  sections 
covering  aspects  of  computing  which  had  been  distributed  to  the  IS 
groups  and   included   information  processing,  microcomputer,   proj ec t -based 
computer  support,   and  office  systems.     The  communications  strategy  had 
not  yet  been  distributed  to  the   IS  groups  as  an  enterprise-wide  network 
was  under  development.) 

2.  Highlight  progress  during  the  past  year. 
Review  any  changes   in  emphasis  or  priorities. 
Identify  problems  which  arose. 

3.  Discuss  the  major  systems   issues   in  priority  sequence  which  will 
be  addressed  during  the  plan  period. 


4.     Discuss  any  related  areas  of  concern. 


Identify   issues  which  need  senior  management  guidance  or  involvement. 

Identify  problems  which  may  be  common   to  other  organizations. 

(NOTE:  This  was  a  one  page  guideline.  The  material  in  parenthesis  is  added  as 
explanatinn  and  did  not  appear    in   the  guideline.) 


•    other  companies  had  gu i de 1  ines,   but   c  covered  other    i  n  str  u< 

— ,10rie  company  used  the  planning  process  to  obtain   IS  in 
in+'ormation  -from  1  ine  management.     They  distributed  g 
prefaced  with  policy  directives  concerning  the  decentralization  of 
IS.     They  also  requested  each  manager   to  provide   the  following: 


■s^An  inventory  of  IS  resources  (data  processing,  office  automation 
and  telecommunications  systems,  etc.)  and  how  each  supported  the 
bus  i  ness  unit. 


An   inventory  of  workstations  per  worker  and  services  accessed. 

^^An    inventory  of  how  much    information    is  machine  readable  and  how 
much  was  projected  to  become  machine  readable   in   the  coming 
year  . 


w  i  H    i  nformat  i  on  resources^  be  used  as  a  competitive   tool  and 
what  jiS— *+re  cost  Justification  for  such  usage? 


RECOMMENDATIONS 


The  onus   is  on   IS  to  show  a  better  understanding  of   their  -function 
within   the  organization.     They  can  begin  by  understanding  the    issues  o-f 
the  business,   and  defining  their  own    issues   in  business  terms,  rather 
than   technological    terms.    Issues  held   in  common  are  much  easier  to 
address  jointly  through    integrated  planning. 

It   is  also  up   to  IS  to  show  how  IS  can  be  a  strategic   tool .      IS  can 
begin  by  looking  at  past  business  decisions  which  might  have  had  a  more 
profitable  outcome    if   IS  had  been    involved   in   the  planning.      In  order  to 
convey  the  strategic  nature  of   IS,    IS  must  play  a  consultative  role.  IS 
management    is   in   the  best  position   to  tout   IS  strategic  nature  in 
management  meetings.      IS  management   and  planners  can  use   the  framework 
in  -Ggc  t  i  on  Uy^  E  -  WHAT  WORKS  -  Keys   to  Success,    to  trigger  their 
thinking  about   the  potential    impacts  of   IS  at   the    industry,   firm  and 
strategy  level. 

Documents  such  as  the   IS  Annual    Report  are  a  way  to  publicize   that  IS 
understands  the  business  and  evidences  accountability.     Such  a  document 
should  be  developed  which  shows  how  IS  can  and  does  assist    in  meeting 
business  objectives  and  acts  < or  can   act)as  a  strategic   tool.  The 
statement   should  consist  minimally  of   the   IS  mission,   strategies,  and 
issues  of   IS  deemed  to  be  of    importance   to  effective  business 
operations.     See  ..r.jj^iiiii  1  h  -i    -  IS  Annual  Report. 


In  order   to  learn   the  business,    IS  should  either  develop   the  business 
strengths  o-f   existing  IS  employees,    tap    into  line   units  -for  business 
expertise  or  hire  employees  with   technical,   planning  and  business 
experience.     The  resources  o-f  consultants,   books  and  seminars  listed  in 
T-ihA-K — i-i-i.  can  also  be  used.     This   is   in  addition   to  distributing  IS 
staff  closer   to   line  operations. 


IS  will    need  to  publicize  or  communicate  guidelines  to  line  management 
the  first   few  times  they  are  asked  to  address  system  planning   in  their 
planning  efforts.     These  guidelines  should  be  developed  Jointly  with 
line  management  representatives,   or  at   least,    "signed  off"   by   line  or 
general   management.     They  should  be   short  and  easy  to  complete.  — 
'i!^:-:  afri)>'l  c — 2     _  T P 1  n  n  n  i  n  q  Ou  i  lip  1  i  p  ^ 


The  results  of   line  management  planning  efforts  should  be  consolidated 
and  common  systems   issues   identified.      If   there  are  any  plan 
redundancies,    the    involved  parties  must  be  made  aware  of   their  dupl  icat 
efforts,   and  negotiations  promoted  to  reduce  such  efforts. 


The  degree  of  formality,   planning  horizons  to  be  covered,  and 
documentation  of  results  are  dependent  upon  corporate  culture  and 
resources  brought   to  bear   < staff,  money,   consultants  and  other  outside 
resources) . 


The  actual    approach  should  consist   of   the  following  steps: 


—Pre-plan  activities  to  develop   a  plan  for  planning  and  define  the 


scope  o-f   the  e-f-fort.     The  key  participants  ot   this  step  are  the 
planninq  support   team  consisting  o-f   those  who  request,   review  and/or 
consolidate  plan  results. 

During  the  Preparation  Phase,    the  planning  support   team  should 

per -form  activities  to  prepare   themselves  -for   their  role    in  educating 

user  management.     An   "IS  Potential"   paper  can  be  prepared  and  used 

by  the  support   team  to  promote   the    idea  of   IS  as  a  strategic   tool . 

Discussions  on   the  potential    of   IS  should  be  held  with  line 

man ageme n  t   prior   to  the  be g  i  n n  i  n g  of   their  planning  e f  f  or  t  s . 

During  the   Identification  of   Issues,   Goals,   Objectives  and  Critical 
Success  Factor  Stage,    these  aspects  which  are  providing  the  impetus 
behind  plans  must  be   defined.     This  must  be  done  by  each  line 
manager  either  alone  or   in  key  manager  brainstorming  sessions. 
Results  should  be  shared. 

An  Assessment  of   the  Current  Situation    in  each   line  operation  or 
suport  function  will    be  necessary  to  serve   as  the  baseline  for  the 
p 1 ann  i  ng  ef  f or  t . 

Descriptions  of  Opportunities  and  Needs  from  an   assessment  phase  are 
necessary.      IS  management  and  or  business  planners  may  need  to 
consolidate   the  results  of   this  step  and  report  back   to  line 
manaqers  on  any  opportunities  or  needs  held   in  common. 

The  opportunities  and  requirements  must   then  be  evaluated  and 
Priorities  Set.     The  results  should  be  communicated  back   to  all  line 


managers,   and  negotiation  for  change  should  be  possible. 


—  In   the  Plan  Formulation  step,   documentation  should  be  prepared 
appropriate   to  the  planning  activity  -  strategic,   capital,  or 
operating/budget  and  appropriate   to  the  need  -for   formality  or 
i  n-f  ormal  i  ty .     The  result   should  be  a  document   to  which  management  at 
euery  level    can  be  held  accountable. 

CAVEATS 


•Timing  of  efforts  to  achieve    integrated  planning  are  critical.      If  there 
are  reorganizations  or  other  distracting  and  draining  events  occurring, 
the   time    is  not  right. 

A  top  management  sponsor  outside  of  probably  needed.     bnS  usually 

does  not  have   the  clout  by   itself.     The  sponsor  can  be  found   in  the 
division  which  has  been  satisfactorily  served  by  IS  and  which  h as- 
achieved  some  goal    through   ''y<.ior  example,   significant  cost  reduction  or 
revenue  enhancem'*' 


Consider  using  ,      ,  rticularly  to  sell    executive  management 

on   the    idea  of   I:.        «ir  ».Ji^iV  >'     tool  .     A  consultant  may  offer  the 
necessary  objecti',       ^^.tf^     ft>  ^  approval". 


IS  and  business  plar,,iers,  should  publish  and  communicate  their  results 
widely,   both  vertically  and  horizontally. 


